S
St Rt

b md

s

)

a
ERRER

R S

30 January

1985

nitized Copy Approved for Release 2010/06/25 : CIA-RDP90-00845R000201060009-0
SAIV FRANCISCO CHRONICLE

STAT

et

!!

The problems
‘that plogue
the intelligence
community are
so deepl,
roo
that only
fundomental
changes can
. improve
performance

BY ALMN £ GOODOMAN

180 fragmented. Sophisticated eol-
ecuce B

recest campaign for
ibe White Houm roaried
e tArd smraight press
dential

ve

impeded the shering of ‘:Tﬂym
Uod. And Fival agencies in mif
ompeULion for financiag prepere
ey 1 anatyses Lhat twe
Systars fath o provide emough ac-
Cursie. Umely. or compiete tmfor-
Mation 10 policy wakern

Unfortunatety, such prod-

mawsty for more thas @ de

i
i
b

Amara i ¢ sgnilicast

. Strotmmeletion o ConlletT™

830 bunghed the ouwstion of e
erigine snd intentions of the Sovi-
# combat brigade “dacovered” in
Cubs in 170 Swch mupigments
Bave all been extremety costly W
US. security Some of thase fath
ures Jed 1o major crises. Uke the
Cubsn missrie crna. others, such
2 the voderaumate of the Soviet
Bociear bulidup, ed 18 complacen-
Cy about America oxn armmal
204 Wbe meed 10 moderake k.

. US inteltigencs agudctes tiso
Bave falled 10 anicipete mitflary
atlacks apd 10 idenlzfy tactics and
targeus in limied wars The intell-
Fenct cominuniy bas rarety pre-
dicred cori ety the e of force
by one sale W schieve Hs aims
over another

These fatiures nclude the
North Korean ailack on South Ko-
res n 1RO the risk 10 the USS

Liberty of lurnell ot stinck I the
ship continued 2 surveitiance mis-
mon during the 1967 Arsblarsel
war. the rsk 10 the USS Pueblo of

Gl

Victars (o 1968, the 1073 Areb-ls-
reeli wor: the setzure of

done, would be & serious mitake.
However the poicy-maken

~ WHAT'S WRONG WITH
U.S. INTELLIGENCE AGENCIES
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oliah Khomein! Revetutions have

When Pressure

Forces a CIA Officer to Quit

estimes cxme from e director
Mamsel!.

Nothing wilf get an inteit
pence of flcer's hack up faster than

o - yonr saarie the 3t year of The Grest Decisians program,

Sarting pat wesk, srivject matermi reinted 0 the weekty
Crast Decaions topic witl ras s Use Brfufing saction. The sebject
Sor éleromsion Lhe firet wesk will be “Revelutionsry Cube: Toward

- G—D&—‘-Mhnhmmmm
[~ wwact of Nerihern Califers s (i sasperating wich the Persign

« Poncy
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N trnant.

por
b Participasts i Grest Ductsionr will rerard thetr views i opta-
I 0w heclbosodiatrfouned 1 U wwakty mmimange. The balbets will be
[ tsdmmietod snd sirvmiatnd W mambary of Cngrum and the mrecy-

wp with & Nalloual hntethigence B
Umste on Mexico thet wonskd mts.
1y b

TS & not the first thwe thal
prewnzre hos bees pwt on imtele
gence officers 10 copse Up whb

A previous director Dot oag
ag0 remarked that be was conmd-
ered # Uraior” bacawae the ot
mates on Soulhesst Asia Lhat were
eing writen undes bis dirrction
were pot pieesing ‘e the policy.
makers o1 the Ume — the ~}
mates didn’t say thal our policy in
Virsem wie working.

In my own case, U wm pot
Wt the policy makers were pul-
ting premure om the Sirector. bt

wiligesco-galbaring epabiiiiia mole i 2ot mtmply a8 isdligence
feport or 3 Bt of analnni mer
Jietigeres ot St souid ¥ be ARy coe masy
€7 Drofemiesals senid " fom. 1t the product of Uve detiber-
M-‘U-!‘-I-:' o stioe of repremestairves of all the
Witn) Crcommtance: md metives sielligence agmncies dealing with
ety have penersied £ foreign affairs.
Mty
Wy e Mlmu:mw
ng ¥ the commmatty hes becvme e BY JOHN HORTON ohicer chavs the
. oriting of the retinate Tha may
st year | rexigned 58 No-  pve bis mere inflvence thas oue
Uoual Intelligence Officer  of the repressstatives from CIA,
for Latin Asvarics becouse  frem Staie ar Army or Nevy or Alr
of the pramury put ou me  Pares or Lhe Marines, o from U
MMM ‘e by the @irwcior of contral ietel-  Defecse Intaitigence Agency. R
powce — William Caory — W come By BOL. .

I 1978, s @minguinied Intell
femcs officec, 18 Wustifying before
he Semate, spoke of Lhe “natural
‘onsion” betwees inteiiypence of T
s and pebicy-tmien and muid,

wakers I amume the
ImlagTRy W ibe inteltigrace pro-
voed and evold stiempts to get
satariaks suted 10 thelr \artes.”

Much has boen mid - and o
ot ek more wiT de mid —

Strong ninded officials often
think they know betier thas el

lgence officers  Atlempt 1o

» lavolved = mech s bo b the
prasidesty chief iniciiigencs off)
cor. An

be 1o softem he

v graep \oday.
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e Morten wes &
otfcer from 1048 i0 1975 and
rved on the
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i_jow to Improve U.S. Intelligence

FromPagel . . .-

i3 "were set for potitical intellt
‘Rence in 40 cnuntries whowe stahil
Ity was judged dir~~*\v 10 af1ect ma-
jor American ir .

The group 1. Jended more
tesources to hire expert palitical an-
3yss — not collectors — and de-
treed greater coordination in the
toliectlon of political intelligence
between the Foreign Setvice and
the intelligence community.

" fhe " only tangible tesult

achieved by the group, however,
was a substantial expansion of re.
porting requirements that fell
largely on clandestine collectors be.
cause the Foreign Service was not
given the swaff resources to re
spond.

. .During his 1980 presidential
CEUIaign Reagan pledged to make
lm}oved intelligence ane of his top
PHostties. Once elected, he appoint.
eQI0s campaign manager William
CREY as director of central intelli-

I}

@lcs and the CIA

*  Casey moved decisively and
rapidly 10 bring In his own team to
reorganize the analytic part of the
ClA along geographic lines, to paral-
lel the organization of the opera-
tionsdirectorate, and to substantisl-
ly increase the National Foreign In-
telligence Program budget.

According to a Jan. 16, 1888,
New ‘York Times Magazine report
by Philip Taubman, the CIA is the
fasiest-growing major federa! agen-
cy. its 25 percent budget increase in
fiacal year 1083 exceeded even the
Pentagon budget's 18 percent
growth that year.,

Although the intelligence bud.
get's size is classified, Taubman
quotes congressional sources as peg-
ging the cost of gnnual CIA opera-
.tions at more than $1.5 billion.

In his exhaustive 1983 study,
“The Puzzie Palace,” Jamet Bam-
ford reports that estimates of the
supprsecret  National  Security

Cy's budget run “as high as §10
Biltion.”

.« Jet little improvement is ap-

t with respect to the accuracy
of- the Intelligence community's
product,

. Charges of intelligence faflures
Irave surfaced sver estimates of the
Soviet military butidup, the sccura-

¥ of arms-control monitoring, the

"reat xgainst the US. Embassy and

te Mzrine barracks In Bejrut, the
abiility of the Lebanese army, the
iture and extent of the Cuban
‘esence in Grenada, and the likely
ttcome of elections in Ei Salvador,

weli as that country's domestic
ilities in general.

Another major congressional
xd' public concern has been the
Miticization of the position of the

D e e 4 e

e e mman
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-tréss his st

CIA Director Williom Casey

CIA director in the Reagan udminis
tration.

The appointment of Casey and
his elevation to cabinet status have
put the intelligence community
deeply into the policymaking atens.

In the atmosphere of & National
Security Council feeting, the cabi-
net room, and the Oval Office itself,
the central intelligence director can
be tempted, if not basically in-
clined, 1o take sides and to express a
policy preference.

Yet the temptation i an im.
portant one 10 resist, sgpecially for
the president's mke. As the presi-
dent’s principal adviser, only the
CLA director can ptevide the securt:
ty councll with assessments inde-
pendent of policy preferences.

Report on Lebanon

The trend today at the CIA and
elsewhert in the intelligence com-
munity is to taflor the Jroduct to
the needs and nuasices of policy de-
bate,

As one senior intelligence of-
ficer s2id in an interview, “Casey
comes back here from the White
House loolulm for reports t0 but.

He does not ask us
fot 4 review of an lssse of & aitus-
tion. He wants materikl hé oan use
to persuade his colledgues, Justity
controversial policy, or expand the
agencys involvemnent in covert ac
tion.”

A case in point is Lebanon. Ca-
s¢y repestedly returned drafts of
one Nationa! Intelligence Estimate
for revision with the notation “try
again.”

Many analysts think Casey was
dissatisfied with the Nationa! Intel-
ligence Estimates conclusion that
the government of Lebanese Pres!-

-

dent Amin Gemayel, and especially
s army, were not viable and that
they would not be significantly
strengthened by & US. Marine pres-
ence. :

Charges that reports have been .
altered have also surfaced in con- ;
nection with the CIA's work on Cen-

analysts resigned recently claiming
that Casey ordered their findings to
be rewritten to infiate the threst 1o
US. security.

Senate Minority Leader Robert
Byrd, D-W.Va., bas asked the Senate
Select Commitiee on Intelligence to
conduct & thorough evaluation of
their allegations. “If accurate,”.
Byrd said in & etter to the commit-
tee’s vice chairman, “these reports
indicate there has been a shocking
misuse of the CiA for political pur-
poses.”

In addition, the Senate select .
committee has repeatedly ex-i
pressed “concern™ about ether’
Casey would keep the committee -
“dully and currently informed of ajl
intelligence activities.” -

These  anxietles  proved
well-founded when it was revealed ..

by the New York Times that the ClA- “tor

had leunched 4 covert
mine the harbors of Nicaragua

+specuiation, and to ma
tral and South America. Two senior : g king

*iscourages analysts and agenties
from sharing - informatson, Conse
Quently, when ealleciars or anatysis
in ot part of the communrhy find
new  data that  challengs oo
ventional wiroeom, therr first
AUnRCL ks 10 squirref them sway.

Whst Is Ncedod

The tmmediste need i for an
everhaul of the analytic car~er ser-
vice and production that

will cortect patierrs of thinking .
and of management that have con-

tributed 15 past intelligence fafl-
ures.

A central, community.wide for.
eign-intelligence data base should
be created to assure that an analyst
working on a specific probiem
would have access to all the infor-
mation collected. :

Analysts also should be pro-
vided with incentives to do more
reflective writing and research.
Work and travel abroad shouid be
facllitated and a thorough, sub

. stantive review procedure for all

productsand publications shiouid be
developed. These steps would great.
ly improve the accuracy and quality
of the intelligence product.

Analysts must aiso pay more
attention to distinguishing between
what they know and do not know, to

identifying judgments based on spe- |

cific evidence vi. those besed on
tions about the future.

i
Reorganizing the way US. in. |

telligence tervices collect, analyze
and disseminate the knowledge es-
sentlal for national decision-making
should be a high priority.

In particular, & return to the
concept of centra! intelligence co}-
lection and analysis would heip im-
prove the performance of both
tasks. Such centraifeation, along

with the separation of collectors -

from snalysts, would break down
agency-erected barriers to the bad-

ly needed sharing of all informa. :

Thus the United States should
establish a central collection agen-
€y, able to command and mix hy-
man and technical inteiligence co3-
lectors 10 use each most fectively.

Also needed ks a central agency
research and analysk where,

3ction 10 sagain, the best talent can b de-
ZPloyed to work on a prodiem in as

without adequately briefing the ‘gnych depth 23 required. These two

commitice,

¥

problems ate not new. Policy-mak. 5-#8t

‘ers constantly seek intelligence o

o w should
Unfortunately, some of these m:_”dw“" tn

the CIA,
organt-
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support their policies and frequent. *

* Excerpted from the Winter issve of For
ly encourage the CIA director 1o o 4 i
provide It. And intelligence officials * *9" Pokcy mogorine. Allon E. Good.

have aiways tried to tell congressio.

mon served

in severol senvor staff posi-

nai oversight commitiees as littie ag ;70! # the Centrol inteligence Agency

2#9«»]973'91930,&%"#
z:ible.upechnym"ﬂna»y, s briefing coordinetor of control
Jrert operation irtelligence. He ks ossociote deon of the

One lundamestal problem g ; School of Forwipn Service of Georpe-

that the current reponln; zynem{

t

fown Univershy,




